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and  (2)  to  generate  hypotheses  that  can  be  tested  with  the  Stanford  data 
set.  Personality  traits,  most  prominently  Ascendance  or  Social  Boldness, 
maturely  directed  Energy,  and  Social  Extroversion,  have  some  significance 
for  managerial  progress.  Two  overlapping  scales,  a High  Earners'  Scale 
and  a General  Managers'  Scale,  were  developed  by  Thomas  and  Margaret  Harrel 
that  predicted  earnings  and  achieving  a General  Manager  Position  in  five 
to  ten  years  out  of  school.  Situational  factors  that  appear  to  be  salient 
are  size  of  organization;  technological  sophistication  of  the  organization; 
and  growth  mode.  Career  stages  Include  the  paths  to  general  management , and 
the  rotation  of  functional  fields.'  The  interaction  of  these  and  other 
variables  throughout  one's  career  can  permit  predictions  of  outcome  that 
are  expected  to  exceed  chance  and  to  improve  on  previous  models. 


SECURITY  CLASSIFICATION  OF  THIS  PAOE(TWi»o  D.l.  Enl»t»d) 


Manager  Development:  A Conceptual  Model 


During  the  past  three  years  an  effort  has  been  made  to  develop  an 
instrument  that  could  offer  some  validity  for  selecting  potential  business 
general  managers.  Ten  year  longitudinal  data  ware  collected  on  members  of 
seven  Stanford  Graduate  School  of  Business  MBA  classes — graduates  of  1961- 
1967.  The  more  than  1,000  men  in  these  classes  were  given  a psychological 
test  battery  consisting  of  nine  instruments.  Career  progress  was  followed 
up  by  questionnaires  five  years  later;  the  rate  of  return  being  87  per 
cent.  Six  of  the  classes  have  completed  a ten  year  follow-up  questionnaire. 

Previous  technical  reports  have  reviewed  the  analysis  of  the  test 
battery  and  questionnaire  data  and  have  indicated  the  complexity  of  a 
managerial  career.  From  the  findings  of  this  research  project  along  with 
those  of  other  researchers  we  hope  to  provide  a conceptual  framework  that 
will  prove  useful  in  understanding  the  current  status  of  manager  development 
and  in  specifying  an  area  for  future  research. 

Three  General  Approaches 

In  the  realm  of  predicting  a future  event  within  the  organizational 
context,  particularly  something  as  uncertain  and  multivaried  as  becoming 
a general  manager,  one  will,  undoubtedly,  be  confronted  with  distinctive 
approaches  and  conflicting  results.  We  will  now  briefly  review  three  major 
approaches  to  the  study  of  careers,  or  how  people  move  through  organizations: 
(1)  structural  determination,  (2)  random  selection,  and  (3)  purposive 


selection  based  on  individual  characteristics. 
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Structural  Determination 

An  organization  is  basically  a system  set  up  to  reduce  the  variability 
of  individual  behavior  within  that  system  (Thompson,  1967).  With  limited 
individual  variability  a bureaucratic  organization,  based  on  the  division 
of  labor,  is  organized  to  facilitate  the  movement  and  replacement  of  speci- 
fic individuals  (Gouldner,  1950) . With  the  organizational  structure  thus 
set  up  to  facilitate  the  movement  of  managers  and  to  provide  an  arena  or 
"sphere  of  action"  for  the  individual  to  seek  solutions  to  his  career 
problems  (Thompson,  1967),  it  is  often  seen  as  a possible  determinant  of 
career  patterns. 

An  interesting  perspective  on  organizational  structure  and  vacancies 
is  provided  by  Vroom  and  MacCrimmon  (1968)  and  by  White  (1970) . Careers  are 
herein  viewed  as  the  movement  of  managers  among  positions  by  a stochastic 
process  which  "shows  the  likelihood  of  movement  from  one  state  (position) 
of  the  system  (organization)  to  any  other  state  over  some  specific  time 
period"  (Vroom  and  MacCrimmon,  1968).  Expanded  by  White  (1970),  this 
approach  deems  careers  not  as  the  result  of  individual  characteristics  and 
motives,  but  as  "a  chaotic  by-product  of  the  path  of  a large  system."  He 
goes  on  to  define  more  explicitly  the  relevant  dimensions  of  a career: 
"....Instead  of  careers  of  men,  the  natural  subject  of  prediction  at  an 
individual  level  is  careers  of  vacancies,  since  vacancies,  not  men  or  jobs, 
move  freely  within  the  system".  In  addition  to  the  unit  of  analysis,  another 
contribution  of  White  is  concepts  "interdependence"  and  "interconnectedness"; 
that  is,  if  one  vacancy  is  created,  its  filling  causes  another  vacancy  and 
so  on  down  the  line. 

Factors  such  as  size,  rate  of  growth,  and  complexity  of  the  organization  0 
have  been  found  to  be  positively  related  with  the  rate  of  succession  (Grusky, 
1964;  Warner  and  Abegglen,  1955).  A proposed  qualification  of  the  size 
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variable  suggests  that  the  visibility  of  the  individual  in  the  organization 
and  the  number  of  organizations  visible  to  him  are  important  qualifiers 
to  organizational  size,  mobility  and  succession  (March  and  Simon,  1958). 

An  individual  may  be  prominent  in  a small  organization,  but  in  turn,  have 
a low  visibility  of  additional  career  alternatives  while  the  reverse  may 
be  true  in  a large  organization. 

Finally,  Gusfield  (1957),  while  studying  the  Women's  Christian  Temper- 
ance Union,  identified  four  ways  in  which  the  organization's  structure  pro- 
longed the  control  of  an  older  generation.  First,  through  the  organized 
oligarchy,  the  official  positions  are  able  to  maintain  and  exercise  power 
through  the  day  to  day  operations.  These  current  officers  at  headquarters 
have  communications  with  local  leaders  and  members.  The  second  and  perhaps 
most  important  way  which  the  incumbent  remains  in  power  is  through  an 
apparent  ability  to  be  reelected  to  office.  Many  of  the  decisions  as  to 
who  will  be  nominated  and  elected  to  office  are  made  by  committees  that 
are  influenced  by  the  incumbent;  by  the  time  the  election  arrives  most  con- 
vention delegates  have  received  some  prior  "guidance".  Third,  as  in  most 
organizations,  people  move  up  the  ladder  of  offices  In  some  regular  order, 
hence  insuring  orderly  succession.  As  a result,  the  choice  of  future 
officers  are  made  by  the  incumbents  long  before  the  situation  arrives  when 
they  actually  function  in  the  office.  Finally,  rules  are  maintained  by 
the  sentiments  which  may  be  violated  by  their  having  been  broken,  i.e. 
people's  expectations  and  interests  are  bound  by  the  system  of  orderly 
progression,  thus  It  is  often  seen  as  a hostile  act  to  remove  an  incumbent 
from  office.  The  results  are  predictable  - the  rule  and  the  office  are 
maintained  by  the  incumbent's  interests  and  the  non-office-holder's  senti- 


ments. 
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Although  Gusfield's  findings  are  from  an  organization  somewhat  different 
from  most  business  organizations,  our  experience  and  research  tends  to  support 
and  add  to  the  generality  of  his  findings.  Many  of  the  informal  and  seemingly 
irrational  aspects  of  organizational  succession  are  mentioned  which  lead 
us  into  the  next  general  area  of  study,  random  selection. 

Random  Selection 

The  lack  of  confidence  in  the  validity  of  criteria  for  management  selec- 
tion is  the  basic  assumption  or  hypothesis  for  this  area  of  study.  Few 
people,  if  any,  know  what  makes  a good  manager,  least  of  all  the  people  who 
are  doing  the  actual  selection.  The  process  may  be  random.  Even  if  some 
criteria  are  systematically  used,  they  are  likely  not  related  to  actual  job 
performance.  It  is  conceivable,  therefore,  that  researchers  may  be  able  to 
find  some  variables  that  could  be  related  to  managerial  succession  - but,  most 
likely  they  will  be  the  result  of  superstitious  behavior,  not  relevant  to 
job  performance  criteria. 

Roth  (1963)  describes  a career  as  the  sequence  and  timing  of  events 
through  which  many  people  pass.  Those  passing  through  such  events  attempt 
to  structure  them  no  matter  how  uncertain  they  may  be.  Thus,  the  structures 
often  result  in  timetables  of  expectations.  For  a timetable  to  exist,  however, 
there  must  be  some  pattern  of  related,  definable,  frequently  experienced 
stages  and  an  interacting  group  of  people  who  have  access  to  clues  for  con- 
structing the  timetable  norms.  All  is  well  as  long  as  the  stages  and  the 
clues  are  clear,  but  problems  arise  if  they  are  ambiguous  or  unstable. 

The  more  unclear  the  reference  points  are,  the  harder  it 
is  for  members  of  a career  group  to  know  where  they  stand  in  relation 
to  others  and  the  more  likely  it  is  that  they  will  attend  to  in- 
appropriate clues  and  thus  make  grossly  inaccurate  predictions  con- 
cerning future  progress The  meanings  of  such  reference  points 

are  learned  by  members  of  the  group  through  observation  of  the  ex- 
perience of  other  members  and  through  the  communication  of  experiences. 
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ideals , myths,  and  hopes  among  the  members  of  the  group.  During  a 
time  of  rapid  change  in  the  timetable  when  the  changes  are  not  made 
explicit,  such  information  will  contain  many  contradictions  and 
thus  make  the  construction  of  a stable  and  reliable  timetable  norms 
more  difficult....  Not  that  members  of  the  group  will  not  keep 
trying,  but  that  their  judgements  will  so  often  be  so  far  wrong 
that  they  lose  confidence  in  their  ability  to  make  predictions  of 
the  future.  (Roth,  1963) 

This  aforementioned  condition  described  above  may  describe  the  attitude  of 
many  career  researchers  rather  than  that  of  managers  in  various  organizations. 

If  the  candidates  for  a particular  position  all  possess  the  essential 
characteristics  prescribed  for  the  job,  or  if  the  formal  criteria  are  not 
easily  Identifiable,  informal  subjective  criteria  will  be  the  essence  of 
the  decision  (Collins,  1946;  Dalton,  1951).  C.  Wright  Mills  (1956)  discussed 
some  of  the  politics  and  actual  criteria  that  managers  use  in  moving  people 
into  top  positions: 

The  standards  that  prevail  are  not  clear-cut  and  objective; 
they  seem  quite  intangible,  they  are  often  quite  subjective,  and 
they  are  often  perceived  by  those  below  as  ambiguous. 

He  went  on  to  describe  the  survival  of  the  fit,  which  does  not  mean  "formal 

competence  - there  probably  is  no  such  thing  for  top  executive  positions  - 

but  conformity  with  the  criteria  of  those  who  have  already  succeeded." 

From  many  examples  he  comes  to  the  conclusion  the  best  definition  of  ability 

for  upward  movement  is:  "usefulness  to  those  above,  those  in  control  of 

one's  advancement." 

Personality 

The  assumption  of  personality  influences  maintains  that  there  are 
specific  characteristics  of  individuals  that  significantly  affect  or,  in  the 
purest  sense,  cause  the  qualifications  for  and  assignment  to  a managerial 
position.  Numerous  studies  have  been  done  to  find  the  trait  or  set  of  traits 
that  provides  a link  between  the  individual  personality  and  becoming  a 
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manager.  For  instance,  background  characteristics,  such  as  the  presence  of 
a dominant  father,  was  related  to  orientation  or  conflict  in  managers 
(Zalezntk,  Dalton,  and  Barnes,  1970).  Although  our  finding  failed  to  con- 
firm the  relationship,  need-for-achievement,  as  presented  by  Atkinson  (1958) 
and  McClelland  (1961)  , is  often  related  to  people  in  general  management 
positions . 

In  the  closely  related  field  of  leadership,  Stogdill  (1974)  reviewed 
over  300  studies  that  attempted  to  relate  individual  traits  or  personality 
characteristics  to  leadership  in  such  diverse  groups  as  business  managers 
and  volunteer  service  organizations.  He  concluded,  and  most  personality 
theorists  would  agree,  that  "the  characteristics  considered  singly,  hold 
little  diagnostic  or  prescriptive  significance.  In  combination,  it  would 
appear  that  they  interact  to  generate  personality  dynamics  advantageous  to 
the  person  seeking  the  responsibility  of  leadership."  (pp.  81-82). 

V 

Central  to  the  issue  of  personality  characteristics  is  the  stability 
of  the  personality  itself  and  the  related  question  of  development  of  managers 
verses  their  initial  selection.  If  personality  is  stable,  and,  if  personality 
characteristics  are  related  to  becoming  a manager,  managers  could  be  selected 
rather  than  developed.  A comprehensive  set  of  data  has  come  from  AT&T 
wherein  managers  showed  only  small  personality  changes  and  much  stability 
over  a seven  year  period  (Bray,  Campbell  and  Grant,  1974).  Two  studies,  Schein 
(1967)  and  Pendse  (1973),  have  shown  modest  changes  in  attitudes  that  could 
be  considered  part  of  the  socialization  process  when  potential  managers 
tend  to  have  "career  anchors"  that  stabilize  their  careers  over  time.  With 
this  perspective  it  comes  as  no  surprise  that  studies  on  the  effects  of  more 
short  term  training  programs  have  either  shown  no  effect  or  a short  term 
gain  that  tended  to  level  off  after  the  individual  returned  to  his  usual 


-7- 


environment  (Fleishman,  et  al. , 1955;  Hariton,  1951;  Harrell,  1962;  Campbell 
and  Dunnette,  1968;  Campbell,  et  al.,  1970).  Only  programs  that  changed 
the  work  environment  seemed  to  have  a long  term  affect  on  behavior  (Zenger, 
1970) , and  much  of  the  organization  development  literature  lacks  the  rigor 
to  establish  that  point  with  certainty. 

Within  personality  theory,  situational  factors  have  been  shown  to  inter- 
act with  personality  to  determine  individual  behavior  (Mischel,  1968).  Fur- 
ther research  is  being  directed  at  understanding  the  specific  environmental 
factors  and  the  personality  dimensions  they  affect.  Similar  research  would 
be  useful  in  the  study  of  careers. 

Our  look  at  managers  considers  the  impact  of  personalities,  organiza- 
tional variables,  and  some  random  circumstance  on  the  careers  of  a sample 
of  MBA’s  over  a ten  year  period.  It  does  not  attempt  a controlled  experi- 
ment of  training  verses  no  training;  nor  is  it  a broad  comparative  study. 
Instead,  our  sample  of  highly  select  individuals,  all  of  whom  have  received 
two  years  of  MBA  training  and  all  of  whom  work  in  business  organizations, 
would  tend  to  limit  the  wide  differences  of  background,  ability,  education, 
etc.  that  are  fairly  useful  global  predictors  on  the  population  as  a whole. 
This  restriction  of  range  in  the  selected  sample  increases  the  saliency  of 
personality  differences  that  have  been  found.  This  provides  a population 
in  which  certain  individual  and  post-training  situational  differences  can  be 
studied  in  a revealing  way. 

Previous  Stanford  Findings 

Analysis  of  the  Stanford  longitudinal  data  indicated  three  primary 
areas  of  information  that  seem  to  have  positive  relationship  with  becoming 
a General  Manager  (GM) : (1)  characteristics  of  the  individual,  i.e.  back- 

ground, personality  factors,  vocational  interests  and  some  indicators  of 
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ability;  (2)  situational  factors  such  as  size  of  company,  growth  of  com- 
pany and  industry;  (3)  career  paths  and  informal  factors.  All  of  these 
areas  have  been  discussed  in  previous  reports  but  will  be  reviewed  briefly 
at  this  point. 

Characteristic  of  the  Individual 

Our  research  has  shown  that  GMs  want  to  be  GMs;  therefore,  they  are 
willing  to  work  long  hours  to  attain  the  position  and  keep  it.  They  are 
above  the  MBA  average,  which  in  turn,  is  above  the  general  population  average 
in  Ascendance  or  Social  Boldness;  they  like  to  take  the  lead  and  persuade 
others.  Their  General  Activity  or  Energy,  which  when  naturely  directed, 
appears  to  be  highly  important.  Positively  correlated  with  Energy  is  the 
Manic  component  of  the  MMPI.  Such  a manic  elevation  at  the  effective  level 
was  not  so  high  as  to  indicate  neurotic  or  psychotic  tendencies  of  dashing 
from  one  task  to  another  before  finishing  the  first.  GMs  are  notably  men- 
of-action,  not  scholarly-staff  types  as  indicated  by  low  academic  orienta- 
tion on  the  SVIB,  generally  true  for  MBAs.  Unexpectedly,  there  was  also 
a slight  elevation  of  the  MMPI  Paranoid  component,  which  at  that  level  is 
said  to  mean  "sincerety"  by  the  clinical  specialists  of  the  MMPI.  GMs  were 
high  in  Personnel  Interests  and  Managerial  Orientation  on  ATGSB  scores, 
both  verbal  and  quantitative  aptitudes,  they  were  just  average  for  Stanford 
MBAs. 

GMs  were  also  above  average  in  Social  Extroversion;  they  liked  to 
interact  with  people  in  the  organization  and  at  parties  which  may  or  may 
not  be  work  related.  In  the  sense  of  being  interested  and  able  to  interact, 
to  communicate,  especially  orally,  with  fellow  members  of  the  organization, 
they  are  particularly  suited  for  contemporary  organizational  life.  They 
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They  were  not  the  "organizational  man"  of  Whyte  (1957) , but  were  more 
willing  to  express  an  opinion  contrary  to  that  of  the  group  than  are  non 
GMs.  Overall,  GMs  scored  well  in  areas  indicating  they  are  emotionally  se- 
cure and  well  adjusted. 

The  personality  pattern  seems  to  fit  the  demands  of  the  job  for  top 
organizational  executives  as  described  by  Mintzberg  (1973) . Two  of  the 
key  roles  for  managers,  interpersonal  and  informational,  contain  many  as- 
pects that  would  be  facilitated  by  social  boldness,  extroversion,  and  oral 
communications  skills.  Mintzberg  found  that  top  executives  jump  around 
rapidly  from  one  task  to  another,  averaging  only  seven  minutes  per  task. 

GMs  do  not  perform  in-depth  studies  characteristic  of  staff  members.  In 
addition  their  interactions  were  often  reacting  to  the  demands  of  the  people, 
not  proacting  or  initiating;  a pattern  similar  to  what  was  found  with  college 
presidents  (Cohen  and  March,  1974).  Thus  do  our  personality  findings  indi- 
cate that  GMs  as  a whole  and  on  the  average  have  personality  profiles  that 
are  congruent  with  the  active  demands  of  long  hours,  with  many  brief  con- 
tacts that  characterize  top  executive  positions. 

The  Assessment  Center  has  come  to  be  regarded  by  some  as  the  most  valid 
procedure  for  determining  managerial  potential  (Bray,  et  al,  1974).  It 
has  also  been  regarded  as  a major  device  for  development  of  managers.  It 
includes  psychometric  measures  of  personality  and  ability  and  also  simula- 
tions of  realistic  managerial  situations.  The  most  notable  simulation  is 
an  In-Basket  Exercise.  Also  included  are  assigned  role  plays  with  non- 
participation observers  plus  sociometric  ratings  of  participants  whose  mana- 
gerial potential  is  being  assessed.  The  final  product  is  a written  report 
by  the  professional  staff  based  on  the  results  of  several  days  of  assessment. 
This  report  evaluates  the  managerial  potential  of  the  individual,  one's  strengths 


and  weaknesses. 
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The  Assessment  Center  was  initially  intended  only  to  aid  in  decisions 
regarding  promotion  to  manager  positions,  but  later  it  was  found  that  it 
can  also  serve  for  development.  For  the  latter  purpose  the  report  is 
presented  orally  and  in  writing  to  the  assessee  as  a guide  for  training 
and  other  development  steps.  These  suggestions  can  facilitate  the  growth 
of  the  individual  to  become  a more  effective  manager. 

Situational  Factors 

We  have  been  able  to  predict  25%  of  the  variance  in  those  who  have 
reached  the  GM  level:  therefore,  75%  of  f,success,f  is  due  to  variables  other 
than  personal  characteristics  - to  situational  variables  and  to  chance.  Of 
the  situational  factors,  the  biggest  determinant  of  whether  the  MBA  will  get 
to  GM  early  was  the  size  of  the  company.  Those  in  small  companies  of  under 
1,000  employees,  had  30%  in  GM  versus  15%  for  those  in  large  companies  at 
five  years  out  of  school.  Hence  the  chances  of  becoming  a GM  are  twice  as 
great  in  small  companies. 

Other  variables  which  surfaced  in  the  interview  but  were  not  measured, 
are  the  type  of  industry  and  the  growth  of  the  company.  Industries  with 
higher  risks  seemed  to  provide  more  openings  than  other  industries.  Growth 
companies  also  provided  many  opportunities  for  GM.  Mere  possession  of  an 
MBA  degree  is  a situational  variable  aside  from  the  actual  training,  ability 
and  motivation  it  usually  implies. 

Career  Paths  and  Informal  Factors 

It  was  found  that  the  nchallengeM  presented  by  the  first  job  was 
commonly  associated  with  reaching  GM  which  concurs  with  results  found  by 
Berlew  and  Hall  (1966)  at  AT&T.  In  that  study,  however,  the  possible  effect 
of  individual  differences  was  not  ruled  out;  that  is,  the  more  challenging 
jobs  may  have  been  given  to  the  most  promising  candidates.  The  presence  of 
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a sponsor  or  "Godfather"  is  also  related  to  becoming  a GM.  It  appears 
that  a sponsor  serves  two  purposes  - one  is  real  power,  to  get  a man  pro- 
moted or  to  be  an  important  ally;  the  second,  to  be  a non-directive  counselor. 

To  become  a GII  in  a large  company,  it  appeared  advantageous  to  start 

as  an  Assistant  to  As  stated  earlier,  chances  for  becoming  a GM 

were  twice  as  high  in  a small  company  as  in  a large  company  although  approxi- 
mately half  of  the  small  company  GMs  started  their  careers  in  large  companies. 
Finally,  MBAs  who  rotated  functional  fields,  to-or-from-what  field  made 
little  difference,  between  entry  job  and  the  job  at  five  years  out  were 
twice  as  likely  to  be  GMs  at  ten  years  out  of  school. 

While  each  of  the  three  general  areas  of  study  discussed  earlier  and 
our  additional  research  findings  are  significantly  related  to  becoming  a 
GM,  no  one  relationship  is  sufficiently  strong  to  be  completedly  comfortable 
in  making  predictions.  However,  if  the  findings  could  be  combined  in  a 
meaningful  manner,  it  should  greatly  improve  the  accuracy  of  our  predic- 
tions. Insights  borrowed  from  the  studies  and  conceptual  work  done  in 
other  areas  including  personality,  leadership,  and  additional  career  models 
will  asssit  us  in  integrating  our  research. 

Integrating  the  Individual  and  the  Situation 

Our  research  Indicates  the  need  for  an  integration  of  the  aforemen- 
tioned approaches  if  a more  complete  understanding  of  careers  is  to  be 
achieved.  Schein  (1971)  attempted  a description  of  the  organizational  im- 
pacts on  the  individual  career,  primarily  using  such  notions  as  centrality 
to  the  organization,  job  boundaries  and  the  case  of  penetration  into  a new 
job.  Successful  job  performance,  and  thus  career  movement,  is  viewed  by 
Lopez  (1970)  as  the  dynamic  outcome  of  the  transactions  that  occur  among 
three  major  variables:  (1)  personality,  (2)  roles,  and  (3)  organization  milieu. 
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Although  the  need  to  combine  the  different  perspectives  into  a 
unified  view  of  careers  has  been  discussed,  little  has  actually  been  done 
to  accomplish  the  task.  Neither  will  our  contribution  accomplish  the  task 
completely  but  we  hope  to  show  a framework  for  understanding  the  system  of 
business  general  manager  development  and  indicate  a clear  direction  for 
future  research.  Advances  in  integrating  the  individual-situational  vari- 
ables in  areas  only  marginally  related  to  careers  provides  us  some  useful 
guidance. 

The  field  of  leadership  has  also  moved  away  from  a one  dimensional 
view  of  leadership  either  in  terms  of  the  individual  characteristics  or  the 
situational  factors.  It  has  been  proposed  that  leadership  is  a function 
of  the  interaction  of  three  sets  of  variables:  forces  in  the  leader, 
forces  in  the  subordinates,  and  forces  in  the  situation  (Tannenbaum  and 
Schmidt,  1958).  DuBrin  (1963)  found  that  a composite  of  both  trait  and 
situational  items  correlated  significantly  with  a leadership  criterion,  where- 
as neither  set  alone  was  significantly  related,  Stogdill  (1974)  in  his 
massive  review  of  the  leadership  literature,  reinforced  the  interaction 
ideas  when  he  stated: 

It  is  believed  that  characteristics  of  the  individual  and 
demands  of  the  situation  interact  in  such  a manner  as  to  permit 
one,  or  perhaps  a few,  persons  to  rise  to  leadership  status. 

(p.  23) 

Based  upon  a study  of  the  congruence  between  the  environmental  press  and 
the  individual's  personality,  the  prediction  of  performance  and  behavior 
has  been  previously  studied  by  Stern,  Stein  and  Bloom  (1956),  Stem  (1970), 
and  Moos  (1974).  These  studies  have  proceeded  to  analyze  and  understand 
the  environment  primarily  through  the  individual  participants'  perceptions, 
obtaining  personality  measures,  consideration  of  the  interaction  between 
the  environment  and  the  individual,  and  finally  formulating  specific  behavior 
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predictions. 


A Proposed  View 

Having  laid  a fairly  extensive  foundation  that  (a)  explained  three 
major  approaches  to  studying  careers,  (b)  how  our  past  research  has  contri- 
buted to  those  approaches,  and  (c)  a general  trend  in  related  fields  to 
integrate  the  different  ideas,  we  will  now  build  on  that  foundation  a con- 
ceptual view  of  managerial  careers. 

As  did  Schein  (1971),  we  feel  there  is  an  important  distinction  between 
the  organizational  and  individual  level  of  analysis.  This  distinction  is 
important  because  for  the  most  part  of  an  individual's  career,  the  organiza- 
tion's structure  and  climate  are  more  or  less  fixed  situation  factors.  White 
(1970),  Thompson  (1967),  and  others  suggested  that  for  this  reason  the  or- 
ganization structure  drives  the  system  of  careers.  The  size  of  the  company, 
its  organization,  its  growth,  and  the  industry  it  is  in,  bound  the  career 
system  and  determine  important  career  variables  such  as  the  number  of  posi- 
tions available,  how  often  changes  occur  and  vacancies  are  created,  and  the 
skills  that  are  most  needed  and  most  central  to  the  organization.  All  of 
these  are  central  to  the  opportunities  of  becoming  a GM. 

In  addition  to  the  structural  variables,  many  variables  within  groups 
or  encountered  in  relationships  between  people  interact  with  the  individual's 
characteristics  to  affect  his  career.  While  often  seen  as  random,  which 
they  sometimes  are,  interactions  with  the  individual's  personality  are  diffi- 
cult to  rule  out.  For  example,  much  of  the  succession  literature  indicates 
that  managers  tend  to  promote  those  who  are  similar  to  themselves  in  attitude 
and  values  and  who  can  be  most  useful  to  them  (Mills,  1956).  This  definately 
contributes  to  the  idea  of  randomness  across  situations  or  at  the  extreme 
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completely  superstitious  behavior.  But,  the  interaction  between  an  individual 
and  his  supervisor  is  full  of  personality  factors.  For  example,  in  a some- 
what related  situation,  it  has  been  demonstrated  that  the  clients  in  psycho- 
therapy elicit  more  consistent  behavior  from  different  therapists,  than 
therapists  show  with  different  clients  (Moos,  1967).  We  would  suspect  a 
similar  pattern  with  individuals  and  their  managers.  The  interaction  between 
the  individuals  and  their  personal  characteristics  and  those  of  the  supervisor 
definitely  affects  the  likelihood  of  developing  a sponsor  or  mentor  relation- 
ship, an  important  influence  in  managerial  careers  (Martin  and  Strauss,  1956; 
Harrell,  1974;  Thompson,  Dalton  and  Price,  1976).  At  any  rate,  the  influence 
that  comes  from  interacting  with  and  perhaps  modeling  one's  behavior  after 
that  of  a supervisor  will  have  an  effect  on  the  individual's  career. 

Another  important  relationship  factor  affecting  a career  is  that  between 
the  manager  and  his  subordinates.  Just  as  the  manager's  relationship  with 
his  superior  affects  him,  so  does  his  relationship  with  his  subordinates. 
Subordinate  characteristics  such  as  needs  for  independence,  tolerance  for 
ambiguity,  interests,  and  past  experiences  were  among  those  proposed  by 
Tannenbaum  and  Schmidt  (1958)  as  affecting  the  leadership  relationship. 
Barnland  (1962)  also  identified  a relationship  between  leaders  and  group 
member  characteristics.  In  addition,  the  affirmation  of  leadership  positions 
often  depends  on  the  acceptance  of  the  individual  leader  by  his  subordinates 
(Mechanic,  1962;  Zaleznik,  1971). 

In  addition  to  the  interaction  between  individual  and  subordinate 
characteristics,  the  interactions  between  individual  characteristics  and 
task  demands  is  related  to  the  output  success  of  a given  assignment.  Factors 
like  the  type  of  problem  faced  and  the  time  pressures  (Tannenbaum  and  Schmidt, 
1958)  along  with  the  favorableness  of  the  situation  (Fiedler,  1967)  all 
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interact  with  the  individual  manager's  personality  and  background  character- 
istics. Also  related  here  is  the  functional  area  an  individual  may  chose, 
and  the  'challenge'  of  his  first  job  and  subsequent  job  assignments. 

As  shown  in  Figure  1,  within  the  context  of  the  organizational  setting, 
supervisor  characteristics,  subordinate  characteristics  and  task  demands 
all  interact  with  the  individual's  own  personal  characteristics  to  affect  his 
success  in  assignments,  new  opportunities  and  finally  his  career  paths  or 
pattern.  As  indicated  in  the  figure,  the  success  on  a given  assignment  is 
determined  by  the  interaction  of  individual  characteristics,  subordinates 
characteristics  and  task  demands.  Assignment  success  then  affects  the  super- 
visor’s perceptions  which  are  mediated  by  his  relationship  with  the  individual 
all  of  which  affect  the  likelihood  of  future  opportunities.  Opportunities 
and  past  successes  then  determine  to  a great  extent  the  career  path  or  pattern 
an  individual  may  follow.  Schein  (1975)  found  that  the  previously  mentioned 
statement  was  mediated  by  the  individuals  long  range  interests  and  aptitudes 
as  demonstrated  by  Schein' 8 idea  of  career  anchors.  Furthermore,  each  new 
assignment  may  bring  new  tasks,  subordinates  and  supervisors  into  the  frame 
of  reference. 

If  patterns  in  dealing  with  each  of  these  above  mentioned  variables  did 
not  develop,  a minor  crisis  would  emerge  with  each  job  change.  Crises  do 
not  seem  to  occur  regularly,  but  there  do  seem  to  be  major  changing  points 
in  a career  when  normal  patterns  are  broken  and  new  ones  are  formed. 

Four  such  patterns  or  changes  have  recently  been  identified  and  des- 
cribed, (Thompson,  Dalton  and  Price,  1976).  These  career  stages  appear  to 
have  application  to  our  current  formulation  although  the  stages  in  general 
management  development  are  probably  more  distinct  in  some  organizations 
than  in  others.  They  are: 
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Stage  I:  Apprentice.  When  an  Individual  first  enters  his 

career  there  are  three  main  concepts  he  needs  to  learn:  (1)  how 
to  make  the  transition  from  theoretical  learning  to  applied  techni- 
cal work;  (2)  how  to  be  an  effective  subordinate;  and  (3)  how  the 
informal  social  system  and  the  political  system  work.  This  learn- 
ing can  occur  most  effectively  under  the  tutelage  of  a more  senior 
mentor.  The  junior  person  learns  by  helping  the  mentor  with  his 
w*rk;  quite  often  he  is  assigned  the  detailed  tasks.  To  be  effec- 
tive in  the  first  stage  an  individual  must  understand  the  goals  of 
the  mentor  and  help  him  achieve  those  goals,  perform  detailed  work 
promptly  and  efficiently,  be  observant  and  willing  to  learn,  and 
finally  be  aggressive  and  take  some  initiative.  This  is  an  impor- 
tant developmental  stage  because  the  Junior  person  learns  many  im- 
portant concepts,  gains  confidence  in  his  ability,  but  most  of  all 
has  the  power  of  an  established  mentor  to  help  and  guide  him. 

Stage  II:  Independent  Specialist.  The  individual  then  begins 

to  move  out  on  his  own,  to  have  his  own  ideas  and  the  ability  to 

pursue  them.  The  primary  goal  of  this  stage  is  to  establish  oneself 

as  a competent  individual  and  to  be  able  to  work  independently  without 

> 

constant  supervision.  To  develop  credibility  and  a reputation  it 
is  almost  mandatory  to  specialize  either  in  a content  area  or  a 
specialized  set  of  skills.  Finally  he  needs  to  begin  dealing  with 
people  outside  his  own  little  work  group  in  order  to  gain  what  Jennings 
terms  visiposure.  That  is,  visibility  to  see  what  the  organization  or 
system  around  is  like  and  how  it  operates;  and  exposure  so  people 
with  power  both  above  and  lateral  to  the  individual  will  recognize 


-17- 


his  work  and  ability. 

The  basis  of  power  at  this  stage  is  the  individual's  specialty. 

To  exercise  that  power  he  must  be  able  to  ask  questions  intelligently, 
bring  something  original  to  the  problem  or  project,  develop  a repu- 
tation, and  understand  how  his  technical  problem  will  interface  with 
the  entire  system. 

Stage  III:  Mentor.  The  overriding  characteristics  of  the  mentor 

stage  is  the  broadening  into  new  areas  of  technical  application  and 
involvement  in  other  aspects  of  the  organization.  As  he  generates  new 
ideas  and  projects,  he  recognizes  the  need  to  involve  other  people 
in  the  development  of  those  ideas.  Now  instead  of  doing  all  the 
detailed  work  himself,  he  can  delegate  much  of  it  to  other  people, 
while  still  maintaining  control.  Thus  his  power  is  increased  because 
of  new,  more  encompassing  ideas  but  probably  more  through  the  relation- 
ships he  begins  to  cultivate. 

The  individual' 8 power  and  influence  are  additionally  increased 
if  he  performs  all  of  the  functions  of  this  stage  in  a competent 
manner.  Some  of  those  functions  are:  (1)  being  the  driving  force  in 
the  system,  (2)  taking  the  initiative  for  his  own  work  and  that  of 
other  people,  (3)  setting  objectives  and  dividing  the  work  effectively, 
(4)  seeing  how  the  talents  of  others  can  best  be  directed  toward  a 
particular  problem  or  goal,  and  (5)  focusing  on  communications  both 
written  and  oral. 


Stage  IV:  Developer.  As  the  individual  begins  to  assess  the 

outside  environment  and  assists  the  organization  in  adapting  to  it, 
his  credibility  and  influence  are  strengthened  even  further.  People 
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both  above  and  below  him  have  greater  confidence  in  his  judgement 
both  in  terms  of  the  direction  the  organization  should  go  and  guidance 
for  their  own  careers.  His  power  is  based  on  an  increase  in  his 
perspective,  scope,  and  responsibility,  in  general  his  conceptual 
skills.  In  this  manner  his  influence  is  extended  beyond  just  a 
small  group. 

The  other  major  task  of  this  stage,  in  addition  to  developing 
a direction  for  the  organization,  is  the  development  of  future  key 
people.  To  perform  this  task  well,  he  must  be  able  to  assess  people 
accurately  in  the  organizational  environment. 

Our  findings  indicate  many  similarities  in  the  careers  of  the  GM.  Yet 
we  also  note  a few  important  differences  may  emerge.  The  apprenticeship 
stage,  with  a sponsor  and  a challenging  job  assignment,  is  very  similar 
for  the  GM,  but  the  specialist  stage  may  fail  to  conform  to  the  majority 
of  MBA  cases.  An  excellent  example  of  the  apprenticeship  stage  is  being 
an  Assistant  to  a President  or  to  a Vice-President  which  has  indeed  been 
followed  by  achieving  unusually  high  positions.  Though  the  learning  and 
content  of  the  stage  are  similar,  the  concept  of  specialization  runs  into 
difficulty  since  most  MBAs  tend  to  be  general  in  applicability.  Changing 
functional  fields  has  been  a highly  significant  way  of  avoiding  a too 
narrow  specialization  that  diminishes  the  likelihood  of  achieving  a posi- 
tion as  a GM.  Becoming  a sponsor  for  other  managers  and  moving  to  a 
more  responsibile  position  characterize  the  Mentor  stage.  By  this  time 
the  human  relations  skills,  so  frequently  discussed,  are  vital  to  the 
performance  of  the  manager's  duties.  As  one  gains  conceptual  and  adminis- 
trative skills,  common  to  the  developer  stage,  and  moves  toward  the  boun- 
daries of  the  organization,  one  is  in  a position,  such  as  a GM,  where  he 
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has  an  impact  on  the  direction  of  the  organization. 

These  career  stages,  of  course,  are  pursued  at  different  rates  by 
different  people.  Some  MBAs  are  by  no  means  confident  that  upon  graduation 
they  could  become  a manager,  while  others  want  such  a job  immediately,  and 
occasionally  get  it.  In  fact,  Schleh  (1975)  suggested  that  one  of  the 
biggest  flaws  in  MBA  careers  is  the  high  starting  salaries  that  cause  the 
MBA  to  start  at  such  a high  level  that  they  do  not  have  a chance  to  learn  the 
common,  but  important,  details  of  work  at  the  lower  levels.  Granted,  a pro- 
fessional manager  does  not  have  to  know  all  the  details  of  his  subordinate's 
job,  but  to  know  the  fundamental  process  is  a necessity  for  managing.  There 
is  some  advantage  to  starting  at  the  bottom,  even  though  one  moves  up  more 
quickly.  In  terms  of  the  stages,  the  MBA  attempts  or  is  encouraged  to  skip 
the  first  or  second  stage  and  miss  out  on  some  of  the  intrinsic  learnings 
that  would  optimize  professional  managerial  development. 

From  a discussion  of  the  ideas  described  in  Figure  1,  we  hope  to  have 
a more  clear  idea  of  the  components  of  a manager's  career  and  how  they  inter- 
act. The  question  of  how  these  components  could  be  systematically  studied 
still  remains.  Our  previously  collected  data,  which  have  provided  a large 
part  of  the  basis  of  our  view,  could  also  be  of  use  in  still  more  integrative 
studies . 


A Possible  Analysis 

Although  it  would  only  be  a rough  approximation  of  the 
or  vacancies  that  occur  in  an  organization,  we  could  divide 


opportunities 
the  organizations 


into  four  major  groups; 
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Large  Small 

High 

Growth 


Low 

Growth 


Of  course,  the  results  would  show  more  accuracy  if  better  measures 
such  as  turnover  rate,  average  age  of  management  population,  etc.,  could 
be  collected,  as  well  as  greater  distinctions  in  the  variables  mentioned. 

Within  each  group  of  organizations  we  could  examine  the  relationship 
of  personal  characteristics  to  early  career  factors,  e.g.  presence  of  a 
sponsor,  challenge  of  the  first  job  and  beginning  functional  area.  Ideally 
we  would  like  to  know  the  congruence  of  the  individual's  personality  and 
values  with  his  manager's,  the  characteristics  of  the  subordinates  (if  any), 
and  a more  distinctive  breakdown  on  the  task  dimensions,  e.g.  uncertainty, 

favorability,  time  pressures,  etc. 

Theoretically,  from  these  relationships  we  could  predict  each  next 

step  in  the  MBA  career  and  maybe  a general  prediction  of  becoming  a GM. 

Then  given  the  next  situation  we  could  update  the  probability  of  our  predic- 
tion on  the  bases  of  present  circumstances  and  past  data.  This  process 
would  continue  each  year  or  each  job  change  for  ten  years.  While  a limited 
version  of  this  process  would  be  feasible  given  our  data,  a much  more 
feasible  process  would  be  to  use  the  five  and  ten  year  questionnaire  and 
check  data  at  these  points.  For  example,  at  five  years  out  we  could  check 
for  progress  and  status  in  such  areas  as  having  changed  functional  fields 
and  to  what  field,  moving  from  a large  to  a small  organization,  and  managing 
a significant  group  in  the  organization.  Other  areas  would  be  desirable 
but  even  these  may  considerably  increase  our  predictive  power.  All  of  these 
areas  are  then  analyzed  with  respect  to  individual  characteristics  and  the 
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data  from  step  one.  The  third  step  would  be  to  analyze  variables  similar 
to  those  in  the  second  step  only  collected  at  ten  years  out  (See  Figure  2). 

We  would  expect  that  there  is  no  "one  path"  to  GM,  but  rather  several 
paths  with  a significantly  higher  probability  of  becoming  a GM.  In  addition, 
the  personality  characteristics  associated  with  each  path  will  be  different, 
that  is,  different  paths  require  different  characteristics.  If  this  is  the 
case,  individuals  and  organizations  could  make  career  decisions  somewhat 
earlier  and  with  a better  understanding  of  the  influences. 
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Figure  2,  A Tree  to  Achieve  a Position  as  a General  Manager. 
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